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A b s t r a c t  
O v e r  t h e  y e a r s  a n d  c u r r e n t l y ,  p e r f o r m a n c e  e v a l u a t i o n  h a s  b e c o m e  v e r y  p o p u l a r  i n  o r g a n i s a t i o n a l  l i f e  s u c h  
t h a t  a l m o s t  e v e r y  w e l l  s t r u c t u r e d  o r g a n i z a t i o n  h a s  a n  e v a l u a t i o n  s y s t e m .  T h i s  p a p e r  p r e s e n t s  a  n o t e  o n  
u n d e r s t a n d i n g  p e r f o r m a n c e  e v a l u a t i o n  i n  o r g a n i z a t i o n s .  T h e  a i m  i s  t o  p o p u l a r i z e  t h e  t h e o r y  o f  p e r f o r m a n c e  
e v a l u a t i o n  i n  o r g a n i z a t i o n s ,  e n l i g h t e n  s t a k e h o l d e r s  ( a c a d e m i c s ,  h u m a n  r e s o u r c e  m a n a g e r s ,  p r a c t i t i o n e r s ,  
s t u d e n t s  a n d  s o  o n )  a n d  t o  p r o v i d e  a  c o m p r e h e n s i v e  n o t e  t o  t h o s e  d e s i r o u s  o f  k n o w i n g  t h e  b a s i c s  o f  w h a t  
p e r f o r m a n c e  e v a l u a t i o n  i n  o r g a n i z a t i o n s  e n t a i l s  i n  a  g e n e r a l  m a n n e r  w i t h o u t  a n y  s p e c i f i c i t y  t o  a n y  
o r g a n i z a t i o n .  T o  a c c o m p l i s h  t h i s  t a s k ,  a  t h e o r e t i c a l  e x p o s i t i o n  ( t h a t  i s  a n  e x p l a n a t o r y  m e t h o d  o f  r e s e a r c h )  
w a s  a d o p t e d  f o r  t h i s  s t u d y .  T h i s  p a p e r  c o n c l u d e s  t h a t  p e r f o r m a n c e  e v a l u a t i o n  i n  o r g a n i z a t i o n s  i s  a n  
i n d i s p e n s a b l e  a n d  i n e v i t a b l e  a c t i v i t y  a n d  r e c o m m e n d e d  t h a t  o r g a n i z a t i o n s  d e s i r o u s  o f  a c h i e v i n g  i t s  s e t  g o a l s  
a n d  o b j e c t i v e s  m u s t  h a v e  a  d e e p  r e g a r d  f o r  t h e  h u m a n  e l e m e n t  ( e m p l o y e e s / p e r s o n n e l )  i n  o r g a n i z a t i o n s .  
T h a t  i s  t h e  p e r f o r m a n c e  e v a l u a t i o n  i n  o r g a n i z a t i o n s  s h o u l d  p r i m a r i l y  b e  t o  i m p r o v e  e m p l o y e e s  p e r f o r m a n c e ,  
a n d  n o t  a n  a v e n u e  t o  w i t c h  h u n t  t h e m ,  w h i c h  w i l l  u l t i m a t e l y  b r i n g  a b o u t  d e s i r e d  o r g a n i s a t i o n a l  p e r f o r m a n c e .  
K e y w o r d s :  O r g a n i z a t i o n ,  P e r f o r m a n c e ,  P e r f o r m a n c e  E v a l u a t i o n  
1 .  
I n t r o d u c t i o n  
O v e r  t h e  y e a r s  a n d  c u r r e n t l y  p e r f o r m a n c e  
e v a l u a t i o n  h a s  b e c o m e  v e r y  p o p u l a r  i n  
o r g a n i z a t i o n a l  l i f e  s u c h  t h a t  a l m o s t  e v e r y  w e l l  
s t r u c t u r e d  o r g a n i z a t i o n  h a s  a n  e v a l u a t i o n  s y s t e m .  I n  
f a c t ,  i t  i s  c o n s i d e r e d  a s  t h e  m o s t  s i g n i f i c a n t  a n d  
i n d i s p e n s i b l e  t o o l  f o r  a n  o r g a n i z a t i o n .  T h i s  i s  b e c a u s e  
i t  s e r v e s  a s  a  k e y  i n p u t  f o r  a d m i n i s t e r i n g  a  f o r m a l  
o r g a n i s a t i o n a l  r e w a r d  a n d  p u n i s h m e n t  ( C a m p b e l l  
a n d  A d e b a y o ,  2 0 0 7 ) .  T h e r e f o r e ,  f o r  a n y  o r g a n i z a t i o n  
t o  a c h i e v e  i t s  s e t  g o a l s  a n d  o b j e c t i v e s ,  e v e r y  w e l l  
s t r u c t u r e d  o r g a n i z a t i o n  m u s t  s h o w  e n o u g h  i n t e r e s t  
f o r  i t s  e m p l o y e e s / p e r s o n n e l  a n d  w h a t  t h e y  d o  i n  t h e  
o r g a n i z a t i o n  t o  e n s u r e  t h e i r  t o t a l  c o m p l i a n c e .  T h e  
o b v i o u s  a n d  o n l y  w a y  o f  d o i n g  t h i s  i s  b y  a s s e s s i n g  
t h e i r  p e r f o r m a n c e  a n d  w h a t  t h i s  i m p l i e s  i s  p u t t i n g  i n  
p l a c e  a  f o r m a l  o r  s y s t e m a t i c  m e c h a n i s m  t h a t  
a s s e s s e s  t h e  e x t e n t  t o  w h i c h  e m p l o y e e / p e r s o n n e l  
p e r f o r m s  t h e i r  j o b  w h e n  c o m p a r e d  t o  t h e  
o r g a n i z a t i o n  s e t  s t a n d a r d s  a n d  c o m m u n i c a t i n g  t h e  
o u t c o m e  o f  t h e  p r o c e s s  t o  t h e m .  T h e  t e r m  
p e r f o r m a n c e  e v a l u a t i o n  i s  a l s o  c a l l e d  e m p l o y e e  
r a t i n g ,  e m p l o y e e  e v a l u a t i o n ,  p e r f o r m a n c e  r e v i e w ,  
p e r f o r m a n c e  a p p r a i s a l  a n d  r e s u l t s  a p p r a i s a l  { M a t h i s  
a n d J a c k s o n , 2 0 0 4 ) .  
D e s s l e r  { 1 9 9 9 )  d e f i n e d  p e r f o r m a n c e  a p p r a i s a l  
( e v a l u a t i o n )  a s  a  s t r u c t u r e d  f o r m a l  i n t e r a c t i o n  
b e t w e e n  a  s u b o r d i n a t e  a n d  s u p e r v i s o r ,  t h a t  u s u a l l y  
t a k e s  t h e  f o r - m  o f  a  p e r i o d i c  i n t e r v i e w  ( a n n u a l  o r  
v  
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semi-annual), in which the work performance of the 
subordinate is examined and discussed, with a view 
to identifying weaknesses and strengths as well as 
opportunities for improvement and skills 
development. Performance appraisal is evaluating 
an employee's current and/or past performance 
relative to his or her performance standard. What 
this mean is that performance evaluation in 
organizations is done in a formal way and this is 
because performance evaluation is fundamental to 
organisational effectiveness. The basic objectives of 
performance evaluations are two-fold: firstly to 
reward employees for meeting organisational 
objectives and secondly to identify which objectives 
are not met and to develop action plans to ensure 
they are achieved in future (Islam and Rasad, 2006) . 
Performance evaluation in organizations has 
however, received considerable attention from 
researchers and practitioners. It has also attracted a 
great deal of interest in the current literature as 
evidenced by many writings and studies conducted 
on this subject. Though most of the studies have 
concentrated on psychometric issues, rater-ratee 
characteristics, cognitive processes, rater training, 
appraisal fairness, empirical studies, case studies 
and so on (Opath and Ali 2008; lshaq, Iqbal and 
Zahaer, 2009; Saibou, 2011; lkramullah, Shah, 
Hassan, Zaman and Khan, 2011 and Boachie-Mensah 
and Seidu 2012). Studies done in this pattern (as a 
note on understanding the rudiments of 
performance evaluation in organizations) are quite 
limited despite the significant amount of research 
done in this subject matter, thus, leaving a gap of 
knowledge. In the light of this problem, this study 
provides a note on performance evaluation in 
organizations without any specificity of any 
organization. The aim of this paper is to popularize 
the theory of performance evaluation in 
organizations and provide a comprehensive note 
that will aid comprehension on the subject matter. 
2. Understanding Performance Evaluation in 
Organizations. 
2.1 Conceptual Clarifications of Performance 
Evaluation in Organizations 
As have been stated above, several terms have 
been used to describe performance evaluation. 
Among them are; performance appraisal, 
performance assessment, employee appraisal and 
performance review. The term used frequently is 
performance appraisal so in this paper, performance 
appraisal will be used interchangeably with 
performance evaluation . 
Many definitions of performance evaluation 
abound in literature as suggested by both individuals 
and scholars. What this means is that there is no one 
universal and appropriate definition of performance 
evaluation or performance appraisal as the case by 
be. According to Campbell and Adebayo (2007) 
performance evaluation can be defined as a formal 
system of measuring and influencing an employee's 
job related attributes, behaviours and outcomes; 
secondly, performance evaluation is a process of 
assessing, summarizing and developing the work 
performance of staff, thirdly, performance 
evaluation is a formal and structural system that 
compares employee performance to established 
standards and fourthly, performance evaluation 
simply means the systematic description of job 
relevant strengths and weaknesses between 
employees or groups. 
For Robbins, Bergman, Stagg, and Coulte (2000) 
performance appraisal is the evaluation of an 
individual's work performance in order to arrive at 
objective personnel decisions. Erdogan (2002) sees 
performance appraisal as the formal process of 
observing and evaluating an employee's 
performance. In a more precise manner, DeNisi and 
Pritchard (2006) noted that 'Performance appraisal' 
or performance evaluation is a discrete, formalI ~ 
organizationally sanctioned event, usually not 
occurring more frequently than once or twice a year, 
which has clearly stated performance dimensions 
and/or criteria that are used in the evaluation 
process. Furthermore, it is an evaluation process, in 
-·  
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t h a t  q u a n t i t a t i v e  s c o r e s  a r e  o f t e n  a s s i g n e d  b a s e d  o n  
t h e  j u d g e d  l e v e l  o f  t h e  e m p l o y e e ' s  j o b  p e r f o r m a n c e  
o n  t h e  d i m e n s i o n s  o r  c r i t e r i a  u s e d ,  a n d  t h e  s c o r e s  
a r e  s h a r e d  w i t h  t h e  e m p l o y e e  b e i n g  e v a l u a t e d .  I n  a  
n u t s h e l l ,  p e r f o r m a n c e  a p p r a i s a l  i n  o r g a n i z a t i o n  
:  ( s t r u c t u r e d  o r g ·a n i z a t i o n )  i s  a  p e r i o d i c  a n d  
s y s t e m a t i c  e v a l u a t i o n  o f  a n  e m p l o y e e ' s  
p e r f o r m a n c e  o n  t h e  j o b  f o r  t h e  p r i m a r y  p u r p o s e  o f  
d e t e r m i n i n g  i n d i v i d u a l ' s  e f f i c i e n c y ,  s k i l l s ,  
i m p r o v e m e n t  o v e r  t i m e ,  s p e c i f i c  t a l e n t s ,  p o t e n t i a l s ,  
a n d  w e a k n e s s  f o r  t h e  p u r p o s e  o f  h i s / h e r  
d e v e l o p m e n t  a n d  e x t r a c t i o n  o f  i n f o r m a t i o n  f o r  
h u m a n  r e s o u r c e s  d e v e l o p m e n t  d e c i s i o n s  a n d  
p o l i c i e s  ( A z e l a m a ,  1 9 9 5 ) .  
T h e r e  a r e  s o m e  t h e o r e t i c a l  b a s e s  f o r  
p e r f o r m a n c e  e v a l u a t i o n  i n  o r g a n i z a t i o n s ,  w h i c h  a r e  
a n c h o r e d  o n  e q u i t y ,  e x p e c t a n c y  a n d  g o a l - s e t t i n g  
a m o n g  o t h e r s .  A d a m s  ( 1 9 6 5 )  f o r m u l a t e d  t h e  e q u i t y  
t h e o r y  a s  a n  a p p r o p r i a t e  w a y  t o  e f f e c t i v e  
s u p e r v i s i o n .  E q u i t y  s i m p l y  m e a n s  f a i r n e s s .  W o r k e r s  
a r e  m o t i v a t e d  w h e n  t h e y  d i s c o v e r  t h a t  t h e y  a r e  
t r e a t e d  f a i r l y  i n  c o m p e n s a t i o n ,  p r o m o t i o n  a n d  t h a t  
t h e r e  i s  t r a n s p a r e n c y  i n  t h e i r  e v a l u a t i o n s .  W o r k e r s  
r e d u c e  t h e i r  e f f o r t s  i f  t h e y  f e e l  t h a t  t h e y  a r e  t r e a t e d  
i n e q u i t a b l y  ( F u l k ,  B r i e f  a n d  B a r r ,  1 9 8 5 ;  H y d e ,  2 0 0 5 ) .  
E x p e c t a n c y  t h e o r y  ( V r o o m ,  1 9 6 4 )  i n d i c a t e s  t h a t  
e m p l o y e e s  w i l l  b e  m o t i v a t e d  t o  e x e r t  h i g h  l e v e l  o f  
e f f o r t  w h e n  t h e y  b e l i e v e  t h a t  t h e i r  e f f o r t s  w i l l  l e a d  
t o  h i g h e r  p e r f o r m a n c e  ( e x p e c t a n c y ) ,  h i g h e r  
p e r f o r m a n c e  w i l l  l e a d  t o  r e w a r d s  ( i n s t r u m e n t a l i t y )  
a n d  r e w a r d s  a r e  v a l u a b l e  t o  t h e m  ( v a l e n c e ) .  T h i s  
e f f o r t  w i l l  l e a d  t o  g o o d  p e r f o r m a n c e  a p p r a i s a l  a n d  
f o l l o w e d  b y  o r g a n i z a t i o n  r e w a r d s  s u c h  a s  b o n u s ,  
s a l a r y  i n c r e m e n t  o r  p r o m o t i o n  w h i c h  l a t e r  s a t i s f y  
p e r s o n a l  g o a l s  ( V r o o m ,  1 9 6 4 ) .  G o a l - s e t t i n g  t h e o r y  
( L o c k e  a n d  L a t h a m ,  1 9 7 9 )  s t a t e s  t h a t  m o t i v a t i o n  
a n d  p e r f o r m a n c e  a r e  h i g h e r  w h e n  i n d i v i d u a l s  a r e  
g i v i n g  s p e c i f i c  g o a l s ,  w h e n  g o a l s  a r e  d i f f i c u l t  b u t  
a c c e p t e d  a n d  w h e n  t h e r e  i s  f e e d b a c k  o n  
p e r f o r m a n c e .  M o t i v a t i o n  a n d  p e r f o r m a n c e  w i l l  
i m p r o v e  i f  p e o p l e  h a v e  c h a l l e n g i n g  b u t  a g r e e d  g o a l s  
a n d  r e c e i v e  f e e d b a c k  ( A r m s t r o n g ,  2 0 0 6 ) .  
F r o m  t h e  a b o v e  d e f i n i t i o n s ,  i t  c a n  b e  
s u m m a r i z e d  t h a t :  
a .  P e r f o r m a n c e  e v a l u a t i o n  i n  o r g a n i z a t i o n s  i s  a l l  
a b o u t  t h e  m e a s u r e m e n t  o r  t h e  a s s e s s m e n t  o f  
e m p l o y e e / p e r s o n n e l  i n  a n  o r g a n i z a t i o n  a s  i t  
r e l a t e s  t o  h i s / h e r  j o b  p e r f o r m a n c e .  
b .  P e r f o r m a n c e  e v a l u a t i o n  i n  o r g a n i z a t i o n s  i s  a  
f o r m a  1 / s t r u c t u  r e d / s y s t e m a t i c  m e c h a n i s m  
g e a r e d  t o w a r d s  r e v e a l i n g  t h e  s t r e n g t h s  a n d  
w e a k n e s s e s  o f  e m p l o y e e s / p e r s o n n e l  w h i c h  i s  
a i m e d  a t  e n h a n c i n g  t h e i r  w o r k  p e r f o r m a n c e  i n  
o r g a n i z a t i o n s .  
c .  P e r f o r m a n c e  e v a l u a t i o n  i n  o r g a n i z a t i o n s  i s  
u s u a l l y  n o t  o c c u r r i n g  m o r e  t h a n  o n c e  o r  t w i c e  a  
y e a r  b u t  t h i s  d e p e n d s  o n  t h e  o r g a n i z a t i o n s '  
p o l i c y .  
d .  P e r f o r m a n c e  e v a l u a t i o n  i n  o r g a n i z a t i o n s  h a s  
c l e a r  s t a t e d  p e r f o r m a n c e  d i m e n s i o n s / c r i t e r i a  
t h a t  a r e  u s e d  i n  t h e  e v a l u a t i o n  p r o c e s s .  
e .  P e r f o r m a n c e  e v a l u a t i o n  i n  o r g a n i z a t i o n s  i s  
d o n e  t o  a r r i v e  a t  o b j e c t i v e  p e r s o n n e l  d e c i s i o n s .  
2 . 2  T y p e s  o f  P e r f o r m a n c e  E v a l u a t i o n  i n  
O r g a n i z a t i o n s  
T h e r e  a r e  b a s i c a l l y  t w o  t y p e s  o f  p e r f o r m a n c e  
e v a l u a t i o n .  T h e y  a r e  i n f o r m a l  a n d  f o r m a l  
p e r f o r m a n c e  e v a l u a t i o n .  I n f o r m a l  p e r f o r m a n c e  
e v a l u a t i o n  h a s  t o  d o  w i t h  t h e  a p p r a i s a l  t h a t  i s  d o n e  
w h e n e v e r  n e c e s s a r y .  A c c o r d i n g  t o  C a m p b e l l  a n d  
A d e b a y o  ( 2 0 0 7 )  i n f o r m a l  p e r f o r m a n c e  e v a l u a t i o n  
h a s  t o  d o  w i t h  t h e  c o n t i n u o u s  a s s e s s m e n t  o f  a n  
i n d i v i d u a l  p e r f o r m a n c e  b y  h i s / h e r  
m a n a g e r / s u p e r v i s o r  b a s e d  o n  t h e  d a i l y  r o u t i n e  o f  
t h e  e m p l o y e e .  I t  i s  a  n a t u r a l  b y - p r o d u c t  o f  t h e  d a y -
t o - d a y  r e l a t i o n s h i p  b e t w e e n  t h e  m a n a g e r  a n d  
h i s / h e r  s u b o r d i n a t e s .  W h i l e  f o r m a l  p e r f o r m a n c e  
e v a l u a t i o n  o n  t h e  o t h e r  h a n d  i s  m o r e  r a t i o n a l ,  
o r d e r l y ,  s y s t e m a t i c  a n d  p l a n n e d  i n  n a t u r e ,  i n f o r m a l  
p e r f o r m a n c e  e v a l u a t i o n  i s  a  c o n t i n u o u s  e v a l u a t i o n  
o f  a n  e m p l o y e e  b y  h e r / h i s  s u p e r i o r  d u r i n g  t h e  w o r k  
p r o c e s s  ( D e d i n a  a n d  C e j t h a m r ,  2 0 0 5 ) .  
F o r m a l  e m p l o y e e  a p p r a i s a l  i s  a n  o f f i c i a l  
o r g a n i s a t i o n a l  p r o c e s s  c o n d u c t e d  o n  a  s y s t e m a t i c  
b a s i s  i n  o r d e r  t o  e n a b l e  a  c o m p a r i s o n  b e t w e e n  t h e  
e x p e c t e d  i n d i v i d u a l  ( g r o u p )  a n d  r e a l  p e r f o r m a n c e  
( G i a n g r e c o ,  C a r u g a t i ,  S a b a s t i n o ,  a n d  A I  T a m i n i ,  
T  
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2012). Additionally, Kondrasuk (2011) stated that 
formal appraisal or evaluation in organizations 
serves as a tool or a mode that assesses the work 
performance of an employee. He further noted that 
performance evaluation in organizations can take 
the form of an interview in the course of which the 
employee is given feedback. It is informative to note 
that what is examining being examined is formal 
performance evaluation in organizations. 
2.3 Purpose of Performance Evaluation in 
Organizations 
The purpose of performance evaluation can 
also be seen as the importance, objectives or uses of 
performance evaluation in organizations. According 
to Cleveland, Murphy, and Williams (1989) there are 
four uses or purposes of performance evaluation, 
which can be classified into between person, within 
person, system maintenance and documentation. 
Between person uses are what have been referred 
to as administrative purposes, consisting of 
recognition of individuals' performance to make 
decisions regarding salary administration, 
promotions, retention, termination, layoffs and so 
forth . Within person uses are those identified in 
Management by Objectives {MBO), such as 
feedback on performance strengths and 
weaknesses to identify training needs and 
determine assignments and transfers. Performance 
evaluation also helps in organisational goals, which 
are referred to as system maintenance uses. Finally, 
documentation purposes are to meet the legal 
requirements by documenting human resource 
decisions and conducting validation research on the 
performance evaluation tools. For Parington and 
Stanton (2003) the purpose of performance 
evaluation can be summarized into three . First, it 
furnishes recognition for the meritorious aspects of 
the staff member's performance. Secondly, it alerts 
the staff member on the degrees of improvement 
needed in any weak aspects of his/her performance 
and thirdly, it prioritizes the aspects of performance 
in which improvement are needed. 
Boswell and Boudreau (2000) streamlined the 
uses or purposes of performance appraisal in 
organization's into two: evaluative and 
developmental reasons. The evaluative reasons 
includes the use of performance appraisal for salary 
administration, promotion decisions, retention-
termination decisions, recognition of individual 
performance, layoffs, and the identification of poor 
performance. While the developmental reasons 
include the identification of individual training 
needs; providing performance feedback, 
determining transfers and assignments, and the 
identification of individual strengths and 
weaknesses. 
From the aforementioned, performance 
evaluation in organization's is simply for the 
following purposes: 
a. It serves as a tool that predicts what an 
employee can do and what he cannot do. 
b. It is used to take decisions that pertain to salary 
administration, promotion decisions, 
retention-termination decisions and layoffs. 
c. It is employed to facilitate the continuous 
process of improving performance of 
employees/personnel in organizations. 
d. I t a s s i s t s t h e e m p I o y e e a n d 
manager/supervisor in defining agreed upon 
responsibilities, goals and interest. This helps 
both parties (employees and managers) in 
working towards achieving set objectives. 
e. It helps managers/supervisors to spot out 
necessary skills to be considered when hiring 
new staff in organizations and understand the 
need for training programmes for different 
categories of staff in order to improve their job 
performance level. 
2.4 Methods of Performance Evaluation in 
Organizations 
Performance evaluation methods in 
organizations have to do with the systems and 
processes through which appraisal is carried out in 
most organizations. Performance evaluation 
methods have been described by multiple authors, 
scholars and practitioners in various ways. Landy 
f  _  . . .  
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A  N O T E  O N  U N D E R S T A N D I N G  P E R F O R M A N C E  E V A L U A l l O N  I N  O R G A N I S A l l O N S  
a n d  F a r r  ( 1 9 8 3 }  i d e n t i f i e d  t h e  m e t h o d  i n  w h i c h  t h e  p e r f o r m a n c e  e v a l u a t i o n  a s  n o t e d  b y  J o s h i  { 2 0 1 3 }  
p e r f o r m a n c e  a p p r a i s a l  d a t a  i s  o r g a n i z e d  i n t o ,  a r e :  
n a m e l y :  j u d g m e n t a l  o r  s u b j e c t i v e  m e a s u r e s  a n d  n o n  i .  S t r a i g h t  R a n k i n g  M e t h o d :  I t  i s  t h e  o l d e s t  a n d  
j u d g m e n t a l  o r  o b j e c t i v e  m e a s u r e s .  A l t h o u g h  s i m p l e s t  m e t h o d  o f  p e r f o r m a n c e  a p p r a i s a l  b y  
j u d g m e n t a l  m e a s u r e s  a r e  m o r e  b r o a d l y  u s e d ,  w h i c h  a n  e m p l o y e e  a n d  h i s  p e r f o r m a n c e  a r e  
o b j e c t i v e  p e r f o r m  a  n e e  m e a s u r e m e n t s  ( e . g .  c o n s i d e r e d  a s  a n  e n t i t y  b y  t h e  e v a l u a t o r .  
p r o d u c t i o n  r a t e s ,  t i m e  t o  c o m p l e t e  a  t a s k ,  a n d  s c r a p  T h e  r e l a t i v e  p o s i t i o n  o f  e a c h  e m p l o y e e  i s  t e s t e d  
r a t e s )  h a v e  b e e n  h e l p f u l  m e a s u r e s  o f  p e r f o r m a n c e  i n  t e r m s  o f  h i s / h e r  n u m e r i c a l  r a n k .  I t  m a y  a l s o  b e  
f o r  r o u t i n e ,  m a n u a l  j o b s  s i n c e  t h e  1 9 4 0 s  ( R o t h e ,  d o n e  b y  r a n k i n g  a  p e r s o n  o n  h i s / h e r  j o b  p e r f o r m a n c e  
1 9 4 6 } .  O t h e r  n o n - j u d g m e n t a l  i n d i c e s  t h a t  d o  n o t  a g a i n s t  t h a t  o f  a n o t h e r  m e m b e r  o f  a  c o m p e t i t i v e  
a s s e s s  p e r f o r m a n c e  d i r e c t l y  b u t  p r o v i d e  i n f o r m a t i o n  g r o u p  b y  p l a c i n g  h i m / h e r  a s  n u m b e r  o n e  o r  t w o  o r  
o n  t h e  g e n e r a l  h e a l t h  o f  t h e  o r g a n i z a t i o n  i n c l u d e ;  
a b s e n t e e i s m ,  t u r n o v e r ,  a n d  a c c i d e n t s  ( C a m p b e l l ,  
F o r d ,  R u m s e y ,  P u l a k o s ,  B o r m a n  a n d  F e l k e r  1 9 9 0 } .  
O b j e c t i v e  m e a s u r e s  d o  h a v e  t h e i r  u n i q u e  p r o b l e m s .  
H o w e v e r ,  t h e  s t u d y  o f  B l a d e n  { 2 0 0 1 }  i n d i c a t e d  t h a t  
t h e s e  a p p r o a c h e s  h a v e  b e e n  g r o w i n g  i n  p o p u l a r i t y ,  
b u t  m o s t  f i r m s  t h a t  h a v e  m o v e d  i n  t h i s  d i r e c t i o n  h a v e  
d e v e l o p e d  h y b r i d  m o d e l s ,  w h i c h  s t i l l  r e t a i n  s o m e  
a s p e c t s  o f  t h e  t r a d i t i o n a l  s y s t e m s .  A c c o r d i n g  t o  
M u e z y k  a n d  G a h l e  { 1 9 8 7 } ,  a n  o r g a n i z a t i o n ' s  s u c c e s s  
o r  f a i l u r e  m a y  b e  d e t e r m i n e d  b y  t h e  w a y s  i n  w h i c h  
p e r f o r m a n c e  a r e  m a n a g e d .  
P e r f o r m a n c e  e v a l u a t i o n  m e t h o d s  i n  
o r g a n i z a t i o n s  c a n  a l s o  b e  d i v i d e d  i n t o  t w o ,  n a m e l y :  
t r a d i t i o n a l  a n d  m o d e r n  m e t h o d s .  
( A )  T r a d i t i o n a l  M e t h o d  ( A p p r o a c h ) :  
T h i s  m e t h o d  i s  p r i m a r i l y  c o n c e r n e d  w i t h  t h e  
t h r e e  i n  t h e  t o t a l  g r o u p  i . e .  p e r s o n s  a r e  t e s t e d  i n  
o r d e r  o f  m e r i t  a n d  p l a c e d  i n  s i m p l e  g r o u p i n g .  
i i .  P e r s o n - t o - P e r s o n  C o m p a r i s o n  M e t h o d :  B y  t h i s  
m e t h o d  c e r t a i n  f a c t o r s  a r e  s e l e c t e d  f o r  t h e  p u r p o s e  
o f  a n a l y s i s  ( s u c h  a s  l e a d e r s h i p ,  d e p e n d a b i l i t y  a n d  
i n i t i a t i v e )  a n d  s c a l e  i s  d e s i g n e d  b y  t h e  r a t e r  f o r  e a c h  
f a c t o r .  A  s c a l e  o f  a  p e r s o n  i s  a l s o  c r e a t e d  f o r  e a c h  
s e l e c t e d  f a c t o r .  T h e n  e a c h  p e r s o n  t o  b e  r a t e d  i s  
c o m p a r e d  w i t h  t h e  p e r s o n  i n  t h e  s c a l e  a n d  c e r t a i n  
s c o r e s  f o r  e a c h  f a c t o r  a r e  a w a r d e d  t o  h i m / h e r .  
i i i .  G r a d i n g  M e t h o d :  U n d e r  t h i s  s y s t e m ,  t h e  r a t e r  
c o n s i d e r s  f e a t u r e s  a n d  m a r k s  t h e m  a c c o r d i n g l y  t o  a  
s c a l e .  C e r t a i n  c a t e g o r i e s  o f  w o r t h  a r e  f i r s t  
e s t a b l i s h e d  a n d  c a r e f u l l y  d e f i n e d .  T h e  s e l e c t e d  
f e a t u r e s  m a y  b e  a n a l y t i c a l  a b i l i t y ,  c o o p e r a t i v e n e s s ,  
d e p e n d a b i l i t y ,  s e l f  e x p r e s s i o n ,  j o b  k n o w l e d g e ,  
j u d g m e n t ,  l e a d e r s h i p  a n d  o r g a n i z i n g  a b i l i t y  e t c .  T h e  
r a t i n g  s c a l e  m a y  b e :  A - O u t s t a n d i n g ;  B - V e r y  G o o d ;  C  
o v e r a l l  o r g a n i z a t i o n  a n d  w i t h  t h e  p a s t  p e r f o r m a n c e  - G o o d  o r  A v e r a g e ;  D  - F a i r ;  E  - P o o r .  T h e  a c t u a l  
o f  t h e  e m p l o y e e s  o n l y .  I t  i s  s i m p l y  f o r  i n c o m e  p e r f o r m a n c e  o f  a n  e m p l o y e e  i s  t h e n  c o m p a r e d  w i t h  
j u s t i f i c a t i o n  a n d  u s u a l l y  u s e d  t o  d e c i d e  w h e t h e r  t h e s e  g r a d e  d e f i n i t i o n s  a n d  h e / s h e  i s  a l l o t t e d  t h e  
s a l a r y  o r  w a g e  o f  a n  i n d i v i d u a l  e m p l o y e e  i s  j u s t i f i e d  
o r  n o t .  T h i s  m e t h o d  d o e s  n o t  g i v e  a n y  c o n s i d e r a t i o n  
t o  t h e  d e v e l o p m e n t a l  p o s s i b i l i t y  o f  e m p l o y e e .  
R a t h e r  p a y m e n t  o f  s a l a r y  i s  t h e  o n l y  i m p e t u s  f o r  a n  
e m p l o y e e  t o  e i t h e r  i m p r o v e  o r  c o n t i n u e  t o  p e r f o r m  
w e l l  ( C a m p b e l l  a n d  A d e b a y o ,  2 0 0 7 } .  I n  a d d i t i o n ,  t h e  
e m p h a s i s  o f  t h i s  m e t h o d  i s  o n  t h e  r a t i n g  o f  t h e  
i n d i v i d u a l ' s  p e r s o n a l i t y  t r a i t s ,  s u c h  a s  i n i t i a t i v e ,  
d e p e n d a b i l i t y ,  d r i v e ,  r e s p o n s i b i l i t y ,  c r e a t i v i t y ,  
g r a d e  w h i c h  b e s t  d e s c r i b e s  h i s / h e r  p e r f o r m a n c e .  
i v .  G r a p h i c  o r  L i n e a r  R a t i n g  S c a l e :  T h i s  i s  t h e  m o s t  
c o m m o n l y  u s e d  m e t h o d  o f  p e r f o r m a n c e  
a p p r a i s a l .  A  p r i n t e d  f o r m  i s  u s e d  f o r  e a c h  p e r s o n  t o  
b e  r a t e d .  T h e  f a c t o r s  t o  b e  r a t e d  a r e :  e m p l o y e e  
c h a r a c t e r i s t i c s  a n d  e m p l o y e e  c o n t r i b u t i o n .  I n  
e m p l o y e e  c h a r a c t e r i s t i c s  a r e  i n c l u d e d  q u a l i t i e s  s u c h  
a s  i n i t i a t i v e ,  l e a d e r s h i p ,  c o o p e r a t i v e n e s s ,  
d e p e n d a b i l i t y ,  i n d u s t r i o u s ,  a t t i t u d e ,  e n t h u s i a s m ,  
i n t e g r i t y ,  l e a d e r s h i p  p o t e n t i a l ,  i n t e l l i g e n c e ,  l o y a l t y ,  c r e a t i v e  a b i l i t y ,  d e c i s i v e n e s s ,  a n a l y t i c a l  
j u d g m e n t ,  o r g a n i z i n g  a b i l i t y  a n d  s o  o n  ( J o s h i ,  2 0 1 3 } .  a b i l i t y ,  e m o t i o n a l  a b i l i t y  a n d  c o o r d i n a t i o n .  I n  
E x a m p l e s  o f  t r a d i t i o n a l  m e t h o d s  o f  e m p l o y e e  c o n t r i b u t i o n  a r e  i n c l u d e d  t h e  q u a n t i t y  
T  
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and quality of work, the responsibility assumed, evaluator does not evaluate employee 
specific goals achieved, regularity of attendance, performance. He/She supplies reports about it 
leadership offered, attitude towards superiors and and the final rating is done by the human resource 
associates, versatility etc. These traits are then department. A series of questions are presented 
evaluated on a continuous scale wherein the rater concerning an employee's behavior. The rater then 
places a mark somewhere along a continuum. checks to indicate if the answer to a question about 
v. Forced Choice Description Method: Under this an employee is positive or negative. The value of 
method, rating elements are several sets of pair each question may be weighed equally or certain 
phrases or adjectives (usually set s offour (4} phrases, questions may be weighted more heavily than 
two of which are positive, two negative) relating to others. An example of check list is given below: 
job proficiency or personal qualifications. The 1. Is the employee really interested in his/her job? 
evaluator is asked to indicate which of the four Yes/No 
phrases is the most and least descriptive of the 
employee. 
The following statements are illustrative of the type 
of statements that are used : 
a. Organizes work well 
b. Lacks the ability to make people feel at ease 
c. Makes little effort 
d. Has a cool, even temperament 
e. Is dishonest and disloyal 
f. Is over-bearing and disinterested in work 
g. Is a hard worker and cooperative 
(vi) Forced Distribution Method: This method 
requires the rater to appraise an employee according 
to a predetermined distribution scale. It is assumed 
that it is possible and desirable to rate only two 
factors, via, job performance and chances for 
promotion. For this purpose, 5- point performance 
2. 
3. 
4. 
5. 
6. 
7. 
8. 
9. 
Is he/she regular in job? Yes/No 
Is he/she respected by his/her subordinates? 
Yes/No 
Does he/she show uniform behaviour to all? 
Yes/No 
Does he/she keep his temper? 
Yes/No 
Is he/she always willing to help other 
employees? 
Yes/No 
Does he/she follow instructions properly? 
Yes/No 
Is the equipment maintained in order? 
Yes/No 
Does he/she ever make mistake? Yes/No 
scale is used without any descriptive statement. (viii) Free Essay Method: Under this method, the 
Employees are placed between the two extremes of 
'good' and 'bad' job performances. 
For example: 
Top 10% -Outstanding 
Next20% 
Next40% 
Next20% 
NextlO% 
-Above Average 
-Average/Good 
-Fair 
-Below Average/Poor 
ln addition to job performance, employees are 
rated for chances of promotion. A 3-point scale is 
often used forth is purpose: 
supervisor makes a free form, open-ended appraisal 
of an employee in his/her own words and puts down 
his/her impressions about the employee he/she 
usually takes notes offactors such as: 
(a) Job knowledge and potential 
(b) Employee characteristics and attitude 
(c) Production; quality and cost control 
(d) Relation with other colleagues 
(e) Understanding and application of compa~y 
policies and procedures. 
a. Very likely promotional material (f) Development needs for future 
b. May or may not be promotional material 
c. Very unlikely to be promotional material (ix) Critical Incident Method: This method attempts 
vii Check List: Under this method, the to measure employee performance in terms of 
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c e r t a i n  e v e n t s  t h a t  o c c u r  i n  t h e  p e r f o r m a n c e  o f  t h e  
e m p l o y e e ' s  j o b .  T h e s e  e v e n t s  a r e  k n o w n  a s  ' c r i t i c a l  
i n c i d e n t s ' .  T h e  b a s i s  o f  t h i s  m e t h o d  i s  t h e  p r i n c i p l e  
tha~ t h e r e  · a r e  c e r t a i n  s i g n i f i c a n t  a c t s  i n  e a c h  
e m p l o y e e ' s  b e h a v i o u r  a n d  p e r f o r m a n c e  w h i c h  m a k e  
a l l  t h e  d i f f e r e n c e  b e t w e e n  s u c c e s s  a n d  f a i l u r e  o n  t h e  
j o b .  T h e  s u p e r v i s o r  k e e p s  a  w r i t t e n  r e c o r d  o f  t h e  
e v e n t s  ( e i t h e r  g o o d  o r  b a d )  t h a t  c a n  e a s i l y  b e  
r e c a l l e d  a n d  u s e d  i n  t h e  c o u r s e  o f  a  p e r i o d i c a l  
a p p r a i s a l .  
( x )  G r o u p  A p p r a i s a l  M e t h o d :  E m p l o y e e s  a r e  r a t e d  
b y  a n  A p p r a i s a l  G r o u p  c o n s i s t i n g  o f  t h e i r  s u p e r v i s o r  
a n d  3  o r  4  o t h e r  s u p e r v i s o r  w h o  h a v e  s o m e  
k n o w l e d g e  o f  t h e i r  p e r f o r m a n c e .  T h e  s u p e r v i s o r  
e x p l a i n s  t o  t h e  g r o u p  t h e  n a t u r e  o f  h i s  s u b o r d i n a t e s '  
d u t i e s .  T h e  g r o u p  t h e n  d i s c u s s e s  t h e  s t a n d a r d s  o f  
p e r f o r m a n c e  f o r  t h a t  j o b ,  t h e  a c t u a l  p e r f o r m a n c e  o f  
t h e  j o b - h o l d e r  a n d  t h e  c a u s e s  o f  t h e i r  p a r t i c u l a r  l e v e l  
o f  p e r f o r m a n c e ,  a n d  o f f e r s  s u g g e s t i o n s  f o r  f a i l u r e  o f  
i m p r o v e m e n t s ,  i f  a n y .  
( x i )  F i e l d  R e v i e w  M e t h o d :  A  s t a f f  m e m b e r  f r o m  t h e  
H u m a n  R e s o u r c e  d e p a r t m e n t  i n t e r v i e w s  l i n e  
s u p e r v i s o r  t o  e v a l u a t e  t h e i r  r e s p e c t i v e  s u b o r d i n a t e s .  
T h e  q u e s t i o n  a r e  a s k e d  v e r b a l l y  a n d  a n s w e r e d .  T h e  
s u p e r v i s o r  i s  r e q u i r e d  t o  g i v e  h i s  o p i n i o n  a b o u t  t h e  
p r o g r e s s  o f  h i s  s u b o r d i n a t e s ,  t h e  l e v e l  o f  
p e r f o r m a n c e ,  s t r o n g  p o i n t s ,  c h a n c e s  f o r  p r o m o t i o n  
a n d  t h e  p o s s i b l e  p l a n s  o f  a c t i o n  i n  c a s e  r e q u i r i n g  
f u r t h e r  c o n s i d e r a t i o n .  T h e  a p p r a i s e r  t a k e s  d e t a i l  
n o t e s  o f  t h e  a n s w e r s ,  w h i c h  a r e  t h e n  a p p r o v e d  b y  
t h e  s u p e r v i s o r  a n d  f i l e s  t h e  i n f o r m a t i o n  i n  t h e  
e m p l o y e e ' s  p e r s o n a l  f o l d e r .  T h e  o v e r a l l  r a t i n g s  a r e  
o b t a i n e d  b y  l a r g e l y  u s i n g  a  t h r e e - w a y  c a t e g o r i z a t i o n ,  
v i z . ,  O u t s t a n d i n g ,  S a t i s f a c t o r y  a n d  U n s a t i s f a c t o r y  
( J o s h i ,  2 0 1 3 ) .  
( B )  T h e  M o d e r n  M e t h o d :  
A s  a  r e s u l t  o f  t h e  m u c h  e m p h a s i s  p l a c e d  o n  t h e  
t a s k  a n d  t h e  e m p l o y e e ' s  p e r s o n a l i t y  b y  t h e  
t r a d i t i o n a l  m e t h o d  o f  e v a l u a t i o n .  A  m o d e r n  m e t h o d  
o f  e v a l u a t i o n  w a s  d e v e l o p e d  t o  b r i n g  a b o u t  a  
b a l a n c e  b e t w e e n  t h e  t a s k  a n d  e m p l o y e e ' s  
p e r s o n a l i t y .  E v a l u a t i o n  u n d e r  t h i s  a p p r o a c h  i s  
c o n d u c t e d  p e r i o d i c a l l y  e i t h e r  a n n u a l l y  o r  t w i c e  a  
y e a r .  T h e  w e a k n e s s ,  s t r e n g t h  a n d  o p p o r t u n i t i e s  f o r  
i m p r o v e m e n t  a n d  s k i l l  d e v e l o p m e n t  o f  t h e  
s u b o r d i n a t e s  a r e  d i s c u s s e d  o n  a  h e a l t h y  p l a t f o r m .  
P o o r  p e r f o r m e r s  a r e  c o u n s e l e d  t o  p e r f o r m  b e t t e r .  I n  
e x t r e m e  c a s e s  h o w e v e r ,  d e m o t i o n ;  d i s m i s s a l  o r  
d e c r e a s e  o f  p a y  i s  r e s o r t e d  t o .  T h i s  m o d e r n  a p p r o a c h  
i s  r e f e r r e d  t o  a s  a  d e v e l o p m e n t a l  a p p r o a c h  a s  i t  
r e c o g n i z e s  e m p l o y e e ' s  a s  i n d i v i d u a l s  a n d  
e n c o m p a s s e s  t h e  g o a l  s e t t i n g  p r o c e s s  ( C a m p b e l l  a n d  
A d e b a y o ,  2 0 0 7 ) .  
O n e  o f  t h e  w e l l  k n o w n  m o d e r n  m e t h o d s  a s  
o p i n e d  b y  J o s h i  ( 2 0 1 3 )  i s  A p p r a i s a l  b y  R e s u l t s  o r  
M a n a g e m e n t  b y  O b j e c t i v e  ( M B O ) .  T h i s  m e t h o d  
s e e k s  t o  m i n i m i z e  e x t e r n a l  c o n t r o l s  a n d  m a x i m i z e  
i n t e r n a l  m o t i v a t i o n  t h r o u g h  j o i n t  g o a l  s e t t i n g  
b e t w e e n  t h e  m a n a g e r  a n d  t h e  s u b o r d i n a t e  a n d  
i n c r e a s i n g  t h e  s u b o r d i n a t e ' s  o w n  c o n t r o l  o f  h i s / h e r  
w o r k .  I t  s t r o n g l y  r e i n f o r c e s  t h e  i m p o r t a n c e  o f  
a l l o w i n g  t h e  s u b o r d i n a t e  t o  p a r t i c i p a t e  i n  t h e  
d e c i s i o n s  t h a t  a f f e c t  h i m / h e r  d i r e c t l y .  B u t t r e s s i n g  
t h i s  f u r t h e r ,  l k e m e f u n a  ( 2 0 0 5 )  s t r e s s e d  t h a t  t h i s  
p e r f o r m a n c e  a p p r a i s a l  m e t h o d  i n c l u d e s  m u t u a l  
o b j e c t i v e / g o a l  s e t t i n g  a n d  e v a l u a t i o n  b a s e d  o n  t h e  
a t t a i n m e n t  o f  s p e c i f i c  o b j e c t i v e s  o r  g o a l s .  I t  d i v i d e s  
o r g a n i s a t i o n a l  o b j e c t i v e s  i n t o  i n d i v i d u a l  o b j e c t i v e s .  
T h i s  m e t h o d  s e e k s  t o  m e a s u r e  e m p l o y e e  
p e r f o r m a n c e  b y  e x a m i n i n g  t h e  e x t e n t  t o  w h i c h  
p r e d e t e r m i n e d  w o r k  o b j e c t i v e s  h a v e  b e e n  m e t .  T h i s  
i s  a  r e s u l t - o r i e n t e d  p r o c e s s ,  r a t h e r  t h a n  a c t i v i t y -
o r i e n t e d ,  a n d  i s  b a s e d  o n  t h e  p r e m i s e  t h a t  
p e r f o r m a n c e  c a n  b e s t  b e  m e a s u r e d  b y  c o m p a r i s o n  
o f  a c t u a l  r e s u l t  t o  p l a n  o r  e x p e c t e d  r e s u  I t s .  
O t h e r  m o d e r n  m e t h o d s  o f  p e r f o r m a n c e  
e v a l u a t i o n  i n  o r g a n i z a t i o n s  a r e :  
( i )  3 6 0 - D e g r e e  A p p r a i s a l :  T h e  3 6 0 - d e g r e e  
f e e d b a c k  a p p r a i s a l  e n t a i l s  t h e  s y s t e m a t i c  c o l l e c t i o n  
o f  p e r f o r m a n c e  d a t a  a n d  f e e d b a c k  o n  a n  i n d i v i d u a l  
o r  g r o u p  d e r i v e d  f r o m  a  n u m b e r  o f  s t a k e h o l d e r s  o n  
t h e i r  p e r f o r m a n c e .  T h e  d a t a  a r e  u s u a l l y  f e d  b a c k  i n  
t h e  f o r m  o f  r a t i n g s  a g a i n s t  v a r i o u s  p e r f o r m a n c e  
d i m e n s i o n s .  3 6 0 - d e g r e e  f e e d b a c k  i s  a l s o  r e f e r r e d  t o  
a s  m u l t i - s o u r c e  a s s e s s m e n t  o r  m u l t i - r a t e r  f e e d b a c k .  
P e r f o r m a n c e  d a t a  i n  a  3 6 0 - d e g r e e  f e e d b a c k  p r o c e s s  
c a n  b e  g e n e r a t e d  f o r  i n d i v i d u a l s  f r o m  t h e  p e r s o n  t o  
y  
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whom they report, their direct reports, their peers 
(who could be team members and/or colleagues in 
other parts of the organization) and their external 
and internal customer (Armstrong, 2006). 
(ii) Upward or Reverse Appraisal: Under this 
method of performance evaluation, a subordinate is 
expected to assess his/her supervisors or bosses 
against the conventional appraisal, whereby the 
superior or manager evaluates the performance of 
subordinates. In the words of Dessler (2008) this 
method permits subordinates to anonymously rate 
their supervisor's performance which is termed as 
top managers diagnose management styles, identify 
potential problems and take corrective action. An 
example of this type of evaluation is the case where 
students complete evaluation reports of their 
lecturers. 
(iii) Potential Appraisal: According to Goel (2010) 
potential appraisal has gained currency in order to 
minimize the problems inherent in considering past 
performance as an indicator for employee's 
suitability to take on a higher role. The objective is to 
identify the potentials of the concerned employee to 
consider him/her for higher position in the 
organisational hierarchy and consequently for higher 
responsibility. 
2.5 Challenges of Performance Evaluation in 
Organizations. 
Performance evaluation in organizations tends 
to have several challenges. According to Thomas and 
Bretz (1994) evaluation processes in most 
organizations are often perceived by employees and 
supervisors with "fear and loathing" and two 
possible explanations are the reasons for the fear 
and loathing, first, is the absence of a "sense of 
ownership" and secondly, an absence of rewards for 
properly completing the process. For Campbell and 
Adebayo (2007: 376-377), the following are the 
barriers/challenges of performance evaluation in 
organizations: 
(a) Managers often resist passively or actively the 
conduction of a performance evaluation process. 
Some managers and even employees view the whole 
process as a sheer waste of time and paper work. 
They are of the opinion that nothing good comes out 
of the whole evaluation process 
(b) Managers in some instances do not have 
adequate contact with their subordinates and so 
cannot rate the employees accurately. In such 
instances wrong feed backs are being given by 
managers. 
(c) Some managers also fear the emotions that can 
be unleashed after rating their subordinates. 
(d) Most managers cannot even defend the rating 
of their employee. This occurs when the rater of the 
employee is the Head of Department or the Dean of a 
Faculty under a university setting. 
For Cardy (1998) the appraisal process is a 
difficult and error-ridden task. But pointed out that 
performance evaluation is an important task that 
affects both the individuals and the organization. 
Some of these errors are usually blamed by raters 
and this affects the objectivity of the appraisal 
negatively. This forms one of the challenges of 
performance evaluation processes in organizations. 
The most common error in appraisal is the halo 
effect. It is the influence of a rater's general 
impression on ratings of specific ratee qualities 
(Solomonson and Lance, 1997). The rater gives 
subordinates good grades although their 
performances are not worthy. Sometimes one 
prominent characteristic of the subordinate may 
colour the supervisor's perception of other qualities 
of the subordinate. This occurs because raters 
sometimes fail to evaluate the employee's other 
characteristics separately. From his review of several 
studies, Lefkowitz (2000) concludes that positive 
regard for subordinates is often associated with 
greater halo effect and better interpersonal 
relationship. Horn effect is the opposite of halo 
effect. It means that the rater might give poor grade 
even though the ratee's performance is 
commendable. That is to say, some raters · have 
tendencies to view negatively all behaviours or 
actions of a subordinate because the superior 
dislikes a particular behaviour or action of the 
subordinate (Lefkowitz, 2000). 
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T h e  l e n i e n c y  e r r o r  i s  p e r h a p s  t h e  s e c o n d  m o s t  
c o m m o n  a p p r a i s a l  e r r o r  ( T z i n e r  a n d  K o p e l m a n ,  
2 0 0 2 )  . .  S o m e  m a n a g e r s  o f  o r g a n i z a t i o n s  a r e  
:  c o n c e r n e d  a b o u t  d a m a g i n g  a  g o o d  w o r k i n g  
r e l a t i o n s h i p  w i t h  a  s u b o r d i n a t e  b y  g i v i n g  p o o r  o r  
n e g a t i v e  r a t i n g s .  F o r  t h i s  r e a s o n ,  t h e y  h a v e  t h e  
t e n d e n c y  t o  g i v e  r a t e e s  h i g h e r  r a t i n g s  t h a n  t h e y  t r u l y  
d e s e r v e .  L e n i e n t  r a t e r s  h a v e  t h e  t e n d e n c y  t o  r a t e  
s u b o r d i n a t e s  h i g h e r  j u s t  b e c a u s e  t h e y  d o  n o t  w a n t  t o  
a d v e r s e l y  i m p a c t  t h e  f u t u r e  o f  t h e  s u b o r d i n a t e  o r  
r i s k  b e i n g  p e r c e i v e d  a s  a  h a r s h  s u p e r i o r .  
M a n a g e m e n t  p s y c h o l o g i s t s  c l a i m  t h a t  p e r f o r m a n c e  
e v a l u a t i o n  r a t i n g s  o b t a i n e d  f o r  a d m i n i s t r a t i v e  
p u r p o s e s  ( s u c h  a s  p a y  r a i s e s  o r  p r o m o t i o n s )  w o u l d  
b e  m o r e  l e n i e n t  t h a n  r a t i n g s  m e a n t  f o r  f e e d b a c k  o r  
e m p l o y e e  d e v e l o p m e n t  p u r p o s e s  ( J a w a h a r  a n d  
W i l l i a m s ,  1 9 9 7 ) .  A n o t h e r  e r r o r  a s s o c i a t e d  w i t h  
p e r f o r m a n c e  e v a l u a t i o n  i s  t h e  e r r o r  o f  s t r i c t n e s s .  
T h i s  e r r o r  o c c u r s  w h e n  r a t e r s  g i v e  u n f a v o u r a b l e  o r  
p o o r  a p p r a i s a l  r e g a r d l e s s  o f  t h e  a c t u a l  p e r f o r m a n c e  
l e v e l  o f  t h e  r a t e e .  T h e  t i g h t  r a t e r s  s e t  v e r y  h i g h  
e v a l u a t i o n  s t a n d a r d s .  A n d  t h e y  m i g h t  s c o r e  
s u b o r d i n a t e s '  p e r f o r m a n c e  b e l o w  m a x i m u m  l e v e l  o f  
t h e  s c a l e .  I n  t h e  v i e w  o f T z i n e r  a n d  K o p e m a n  ( 2 0 0 2 ) ,  
t h e  m a i n  r e a s o n  f o r  t h i s  e r r o r  i s  t h a t  t h e  r a t e r  m a y  b e  
u n c o m f o r t a b l e  t h a t  s u c c e s s f u l  r a t e e s  m a y  r e p l a c e  
t h e m  i n  t h e  f u t u r e .  I t  i s  a l s o  d u e  t o  t h e  f a c t  t h a t  s o m e  
r a t e r s  w a n t  t o  c r e a t e  t h e  i m p r e s s i o n  t h a t  t h e y  a r e  
h a r d  a n d  p e r f e c t l y  p l a c e d ,  a n d  a r e  u n w i l l i n g  t o  g i v e  
h i g h  r a t i n g s  e v e n  i f  t h e  r a t e e ' s  p e r f o r m a n c e  i s  v e r y  
c o m m e n d a b l e .  R a t h e r  t h a n  g i v e  e x t r e m e l y  p o o r  o r  
g o o d  r a t i n g s ,  t h e r e  i s  a  t e n d e n c y  o n  t h e  p a r t  o f  s o m e  
r a t e r s  t o  e v a l u a t e  a l l  r a t e e s  a s  a v e r a g e  p e r f o r m e r s  
e v e n  i f  a c t u a l  p e r f o r m a n c e s  o f  e m p l o y e e s  v a r y .  
S o m e  r a t e r s  w a n t  t o  r a t e  e m p l o y e e s  i n  t h e  m i d d l e  o f  
t h e  s c a l e  r a t h e r  t h a n  t h e  e x t r e m e s .  A c c o r d i n g  t o  
D e s s l e r  ( 2 0 0 0 ) ,  t h e  c e n t r a l  t e n d e n c y  e r r o r  i s  a n o t h e r  
c h a l l e n g e  o f  p e r f o r m a n c e  e v a l u a t i o n  i n  
o r g a n i z a t i o n s  a n d  t h i s  i s  m o s t l y  c o m m i t t e d  f o r  t w o  
m a i n  r e a s o n s :  w h e n  t h e  r a t e r  l a c k s  a d e q u a t e  
i n f o r m a t i o n  a n d  k n o w l e d g e  o f  t h e  e m p l o y e e  a n d ,  
t h e r e f o r e ,  a t t e m p t s  t o  r e d u c e  t h e  r i s k  o f  w r o n g  
j u d g m e n t ;  a n d  w h e n  t h e  r a t e r  i s  o f  t h e  v i e w  t h a t  
a p p r a i s a l  i s  a  w a s t e  o f  t i m e  a n d ,  a s  a  r e s u l t ,  p r o v i d e s  
a v e r a g e  r a t i n g s  r e g a r d l e s s  o f  e m p l o y e e ' s  a c t u a l  
p e r f o r m a n c e  v a l u e .  
C o n s e q u e n t l y ,  s i n c e  a p p r a i s a l  i s  c o n d u c t e d  o n c e  
o r  t w i c e  a  y e a r  i n  m o s t  o r g a n i z a t i o n s  ( B e r s i n ,  2 0 0 8 ) .  
T h e  p e r i o d  b e t w e e n  o n e  a p p r a i s a l  a n d  t h e  n e x t  
m i g h t  b e  v e r y  l o n g  f o r  t h e  r a t e r  t o  r e m e m b e r  d e t a i l  
i n f o r m a t i o n  o f  a l l  r e l e v a n t  p e r f o r m a n c e  k e y  p o i n t s  
a c h i e v e d  b y  e m p l o y e e s .  A s  a  r e s u l t ,  s o m e  r a t e r s  o n l y  
c o n s i d e r  t h e  r a t e e ' s  r e c e n t  n o t i c e a b l e  b e h a v i o u r s  o r  
a c t i o n s  o n  t h e  j o b  r e g a r d l e s s  o f  a c t u a l  p e r f o r m a n c e  
o v e r a l l .  T h i s  i s  k n o w n  a s  r e c e n c y  e r r o r .  M o r e o v e r ,  t h e  
r a t i n g s  m a y  e v e n  b e c o m e  m o r e  m i s l e a d i n g  a s  s o m e  
r a t e e s  a t t e m p t  t o  s c o r e  h i g h  r a t i n g s  b y  w o r k i n g  v e r y  
h a r d  a n d  d e m o n s t r a t i n g  g o o d  p e r f o r m a n c e  w h e n  
a p p r a i s a l  t i m e  i s  a p p r o a c h i n g  ( B e r s i n ,  2 0 0 8 ) .  
T h e  c o n t r a s t  e r r o r  o c c u r s  w h e n  a n  e m p l o y e e ' s  
e v a l u a t i o n  i s  b i a s e d  e i t h e r  u p w a r d  o r  d o w n w a r d  
b e c a u s e  o f  a n o t h e r  e m p l o y e e ' s  p e r f o r m a n c e ,  
e v a l u a t e d  j u s t  p r e v i o u s l y .  C o n t r a s t  e r r o r s  a r e  m o s t  
l i k e l y  w h e n  r a t e r s  a r e  r e q u i r e d  t o  r a n k  e m p l o y e e s  i n  
o r d e r  f r o m  t h e  b e s t  t o  t h e  p o o r e s t .  T h e  p r o b a b i l i t y  
f o r  t h i s  e r r o r  t o  o c c u r  i s  h i g h e r  i f  t h e  r a t e r  a p p r a i s e s  
m a n y  e m p l o y e e s  w i t h i n  a  s h o r t  p e r i o d  ( T z i n e r  a n d  
K o p e l m a n ,  2 0 0 2 ) .  I n  o t h e r  w o r d s ,  a n  a p p r a i s a l  g r a d e  
o f  a  r a t e e  m a y  b e  a f f e c t e d  b y  t h e  g r a d e  o f  a n o t h e r  
r a t e e  w h o  g e t s  a p p r a i s e d  j u s t  b e f o r e  h i m  o r  h e r .  
T h e  s i m i l a r i t y  e f f e c t  o c c u r s  w h e n  r a t e r s  s u c c u m b  
t o  t h e  t e n d e n c y  t o  g i v e  b e t t e r  r a t i n g  t o  t h o s e  
s u b o r d i n a t e s  s i m i l a r  t o  t h e m s e l v e s  i n  t e r m s  o f  
b e h a v i o u r ,  p e r s o n a l i t y ,  o r  b a c k g r o u n d  ( P u l a k o s  a n d  
W e x l e y ,  1 9 8 3 ) .  E m p l o y e e s  m i g h t  a l s o  c o n t r i b u t e  t o  
t h i s  e r r o r  w h e n  t h e y  m a k e  e f f o r t s  t o  d e m o n s t r a t e  
t h a t  t h e i r  b e h a v i o u r s ,  t a s t e s  a n d  t e n d e n c i e s  m a t c h  
t h o s e  o f  t h e  s u p e r i o r ,  o r  h i d e  t h o s e  n o t  m a t c h i n g  
w i t h  t h e  s u p e r i o r ' s ,  w i t h  t h e  i n t e n t  t o  p l e a s e  t h e  
s u p e r i o r  f o r  m o r e  f a v o u r a b l e  r a t i n g s .  T h e  e f f e c t s  o f  
" s i m i l a r  t o  m e "  e r r o r  c a n  b e  p o w e r f u l ,  a n d  w h e n  t h e  
s i m i l a r i t y  i s  b a s e d  o n  r a c e ,  r e l i g i o n ,  o r  g e n d e r ,  i t  m a y  
r e s u l t  i n  d i s c r i m i n a t i o n  ( P u l a k o s  a n d  W e x l e y ,  1 9 8 3 ) .  
A n o t h e r  c h a l l e n g e  o f  p e r f o r m a n c e  e v a l u a t i o n  i n  
o r g a n i z a t i o n s  i s  t h e  S u p e r i o r - s u b o r d i n a t e  
r e l a t i o n s h i p  i s s u e s ,  w h i c h  i s  a n c h o r e d  o n  t r u s t .  T r u s t  
i s  a  k e y  e l e m e n t  i n  m a n a g i n g  t h e  s u p e r v i s o r -
e m p l o y e e  r e l a t i o n s h i p  ( P a t t o n ,  1 9 9 9 ;  M a y e r  a n d  
A NOTE ON UNDERSTANDING PERFORMANCE EVALUAllON IN ORGANISAllONS 
Davis, 1999). Researchers believe that trust issues 
can limit the effectiveness of performance 
evaluation in organizations (Levy and Williams, 2004; 
Dirks and Ferrin, 2001; Hedge and Teachout, 2000}.1f 
ratees have low levels of trust for their supervisor, 
they may be less satisfied with the appraisal and may 
not readily accept feedback from that source but in 
the contrary, when a performance evaluation system 
is perceived as accurate and high in instrumentality 
employees report higher levels of trust for 
management (Mayer and Davis,1999) . 
One more challenge or issue of performance 
evaluation in organizations is that of the mood of the 
rater during the performance evaluation process. 
Forgas and George {2001} study disclosed that affect 
or mood plays a large role when tasks require a 
degree of cognitive processing. Meaning that 
affective state of raters impact on judgements and 
behaviours in particular, In performance evaluation 
in organizations, raters in good mood tend to recall 
more positive information from memory and 
appraise performance positively (Sinclair, 1988). 
Affective regard is related to frequently higher 
appraisal ratings, less inclination to punish 
subordinates, better supervisor-subordinate 
relationships, greater halo, and less accuracy 
(Lefkowitz, 2000}. 
3. Conclusion and Recommendations 
In this paper, effort have been made to examine 
what performance evaluation in organizations is all 
about, the types, methods and challenges of 
performance evaluation in organizations. 
Finally, one can conclude that performance 
evaluation is an inevitable and indispensable activity 
in 'structured' organizations irrespective of the type. 
It serves as a tool to determine the human resource 
need and provide for the need in organizations. 
Performance evaluation in organizations aims to 
improve both employees and organisational 
performance. 
As such, for performance evaluation in 
organizations to improve both the employees and 
the organization; the following are suggested: 
(a) Performance evaluation systems should have a 
deep regard for the human element 
(employees/personnel) in organizations. That is 
there should be the realization that the 
employees are the most important resource and 
driver of any desired result or performance in 
any organization . 
{b) Managers/Supervisors should be trained on 
assertiveness. That is they have to be firm in the 
performance evaluation exercise and all they do 
not excluding decision making. By so doing the 
essence of the exercise will be fulfilled. 
(c) Managers/Supervisors must ensure that they 
earn the trust of their subordinate. Making them 
see that every assessment is a true picture about 
their performance, when this is done 
dissatisfaction with the performance evaluation 
exercise will be reduced. 
{d) Managers/Supervisors ought to strive to be 
emotionally stable so as not to mar the essence 
of performance evaluation in organizations. 
(e) The Manager/Supervisor sh ould have firsthand 
knowledge of their employees to be rated . That 
is, they must have adequate contact with their 
subordinates with thorough observation oftheir 
activities in the organization. 
{f) An encouraging atmosphere needs to be created 
that allows the employees to demand for 
feedbacks as regards the performance 
evaluation exercise from their management/ 
employer/ supervisors. 
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